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The pictures opposite the start of most sections in this book demonstrate the main
themes of marine protected areas. The colourful life of a coral reef epitomises the
diversity and attraction of an effectively managed Marine Protected Area.




— Foreword

a new phase. A key outcome of the 2002 World Summit on

Sustainable Development was the commitment to establish
. marine protected areas consistent with international law and based on
scientific information, including representative networks, by 2012”. This
outcome translated a long-standing goal of the IUCN World Commission on
Protected Areas under its programme for the marine biome (WCPA Marine)
into a political imperative. The challenge of establishing a representative
system of marine protected areas (MPAS) is surpassed by the challenge that
they are managed effectively over time. There is a long way to go in achieving
this goal, with less than 1% of the world’s ocean declared under marine pro-
tected areas and fewer than 10% of marine protected areas that exist today
achieving their management goals and objectives (Kelleher et al., 1995).
Ultimately, it is only by assuring their effective management that MPAs can
contribute to the ambitious overarching goals of biodiversity conservation,
sustainable use of marine resources, and an improved quality of life for coastal
communities.

IVI anagement of the world’s ocean resources and habitats is entering

“

Marine protected areas are established for a wide range of purposes, including
protecting marine species and habitats, conserving marine biodiversity, restor-
ing fisheries stocks, managing tourism activities, and minimizing conflicts
among diverse resource users. To achieve these goals, specific and measurable
objectives must be defined in terms of what outputs and outcomes are being
sought. This in turn requires that well-defined management plans be devel-
oped, measures of MPA success be identified, impacts of management actions
be monitored and evaluated, and that the results of these activities be fed back
into the planning process to revise objectives, plans and outcomes. In other
words, MPAs need to be adaptively managed. It is only by deliberately inte-
grating monitoring and evaluation into the overall MPA management
process that such benefits of adaptive management can be fully realized.

Too often in the past, protected area management has been assessed on the
basis of how much money has been spent, how many permits issued, how
many enforcement actions have been taken, or how many laws and regula-
tions have been adopted. These ‘input’ measures may or may not necessarily
be indicative of management progress.

Evaluation consists of assessing whether the actions taken have produced the
desired results (outcomes and outputs), however they are defined. It is some-
thing that many managers already do where the link between actions and
consequences can be simply observed.

But the link between action and outcome is often not so obvious. Faced with
the daily demands of their jobs, many managers are not able to systematically
monitor and review the results of their efforts. In the absence of such reviews,
however, money and other resources can be wasted on programmes that do
not achieve their objectives. In a climate of ever-greater emphasis on
performance and value for money, managers must expect to come under
greater pressure to introduce systems for monitoring and evaluation that will:

0 Promote and enable an adaptive approach to management where
managers learn from their own and others’ successes and failures; and

Vii
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.
O Keep track of the consequent changes in management objectives and

practices so that people can understand how and why management is
being undertaken in this way.

Governments, funding agencies and stakeholders who are to benefit from
MPAs are increasingly requiring information on management effectiveness
that will allow them to assess whether results are commensurate with the
effort and resources being expended and are in line with policy and manage-
ment goals.

Managers are likely to experience greater support and trust when they provide
information about what they are doing and what they are achieving.
Management is therefore seen to be open and accountable.

Managers can also use the results of management effectiveness evaluations to
develop convincing requests for additional resources. Such proposals are more
likely to win support when they can be justified on the basis of evaluation
results.

In practice, evaluation results are usually used in more than one way.
Information used by managers to improve their own performance (adaptive
management) can also be used for reporting (accountability), or lessons
learned by others can be used to improve future planning.

Regardless of what drives the process, evaluation should be seen primarily as
a tool to assist managers in their work, not as a system for punishing
managers for inadequate performance.

This initiative to improve the evaluation of management performance in
marine protected areas has evolved from the work of a larger IUCN/WCPA
collaboration on the management effectiveness of protected areas in all
biomes. This guidebook is the result of a close and productive partnership
between the programme for the marine biome of the IUCN World
Commission on Protected Areas, the World Wide Fund for Nature, and the US
National Oceanic and Atmospheric Administration.

Charles N. Ehler Simon Cripps
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dozens of people around the world, many of whom - like you — are

MPA managers or practitioners of marine conservation and protec-
tion. It is our hope that you will find this guidebook useful in your challeng-
ing position as a manager or conservation practitioner.

G reetings. This publication represents over three years of work by

How the guidebook was developed

This guidebook was developed to help MPA managers and practitioners better
achieve the goals and objectives for which their MPA was created. I[UCN
World Commission on Protected Areas under its programme for the marine
biome (WCPA Marine) and the World Wide Fund for Nature (WWF) both
work throughout the world to support MPAs, their managers and con-
stituents. In keeping with their missions, the two organizations jointly
formed the MPA Management Effectiveness Initiative (MPA MEI) in 2000
with four main objectives: a) develop of a set marine-specific natural and
social indicators to evaluate MPA management effectiveness with expert input
from around the world; b) develop a process for conducting an evaluation in
the form of an easy-to-use guidebook, incorporating insight and experience
from international peer review; c) field-test and ground-truth a draft of the
guidebook process and indicator methods at MPA sites operating in diverse
conditions around the world; and d) encourage and support managers and
practitioners to use the revised evaluation methodology and guidebook to
adaptively manage their MPAs and increase effectiveness.

SHIV NHOL

To accomplish these objectives a number of activities were conducted between
2001 and 2003 to construct a product that was well grounded in both the
marine and social sciences and includes real-world expertise and feedback by
those who work closest with MPAs as part of their careers, research or liveli-
hood. These activities included:

0 A survey of MPA goals and objectives from around the world, falling into
three primary categories: biophysical, socio-economic and governance
(April-July 2001).

0 Research on over 130 indicators used to measure various aspects of the
marine environment and coastal communities, linking indicators to
relevant MPA goals and objectives, and peer review of draft sets of goals,
objectives and indicators (August-September 2001).

0 Holding a workshop of 35 experts from 17 different countries, who
reviewed, evaluated and prioritized each of the potential indicators,
resulting in a revised set of 52 indicators and information on each
indicator (Venezuela, October 2001).

0 Refining and making 44 indicators operational by describing definitions,
methods of measurement, and guidance on analysis of the results,
followed by two rounds of peer review (November 2001-June 2002).

O Identifying and selecting volunteer MPA pilot sites to field-test the guide-
book (February—May 2002).

O Preparation of the first draft of the book, and distribution to external
experts and pilot sites for peer review (July—August 2002).
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O Revision of the draft guidebook based on external reviews and prepara-
tion of a second draft for the pilot sites (August-September 2002).

O Holding of a training workshop with representatives from 20 MPA pilot
projects to learn how to use the guidebook and how to test the indicators
in the field (September 2002).

O Field-testing of the guidebook at pilot sites (November—April 2003).

O Revising the guidebook into a third draft and distributing this for final
peer review (November 2002-March 2003).

0 Completion of final revisions to the book based on reports from the MPA
pilot projects (April-July 2003).

As you can see with this summary timeline, one of the most important activ-
ities in the development of this guidebook was to ground-truth a draft version
by field-testing the evaluation process and indicators at different MPA pilot
sites around the world (see the Appendix to learn more about these sites).
This effort helped to ensure that the draft guidebook was realistic and appli-
cable under real-world MPA conditions, or ‘in-the-water’ so to speak. Testing
and revising the draft guidebook was also a way of involving many of those
who work in MPAs everyday and deal with the daily pressures and demands
of managing these areas. These colleagues provided the necessary experience
and wealth of feedback to make the guidebook practical and as useful as it can
be for as many different types of MPAs as possible. In order to highlight some
of this knowledge and experience, we have included actual results and exam-
ples from the pilot sites.

Partners and sponsors

The World Commission on Protected Areas (WCPA) is one of six
Commissions of the World Conservation Union (IUCN) and is the world's
leading global network of protected area specialists. It has over 1,200
members from 140 countries. It is coordinated by a steering committee and
organized into 16 regions, two biomes (including marine), six theme areas
(including management effectiveness) and nine task forces. The WCPA work
programme is undertaken with the support and partnership of many organi-
zations. WCPA's programme for the marine biome (WCPA Marine) was estab-
lished in 1986 with the goal of providing for the protection, restoration, wise
use, understanding and enjoyment of the marine heritage of the world in
perpetuity through the creation of a global, representative system of marine
protected areas and by building the capacity to manage these areas. The activ-
ities of the WCPA Marine programme are conducted at national, regional and
global levels to increase the management capacity of institutions and practi-
tioners while building an effective network of globally representative MPAs.
The current leadership of WCPA Marine is provided by Charles “Bud” Ehler.

The World Wide Fund For Nature (WWF) is one of the world's largest and
most experienced independent conservation organizations, with five million
supporters and a global network of offices in more than 90 countries world-
wide. WWF’s mission is to stop, and eventually reverse, the accelerating
degradation of our planet’s natural environment, and to help build a future in



which humans live in harmony with nature. To achieve this ambitious goal,
WWEF is working to conserve nature and ecological processes by preserving
genetic species and ecosystem diversity; to ensure that the use of renewable
natural resources is sustainable now and in the longer term, for the benefit of
all life on Earth; and to promote actions to reduce to a minimum the pollu-
tion and the wasteful exploitation and consumption of resources and energy.
WWEF-International, based in Gland, Switzerland, leads and coordinates the
WWF Network, develops joint policies and standards, fosters global partner-
ships, and implements part of WWF’s international conservation programme.

National Ocean Service, National Oceanic and Atmospheric
Administration (NOS/NOAA). The National Ocean Service (NOS) is part of
the National Oceanic and Atmospheric Administration (NOAA), US
Department of Commerce (DOC). NOS views its role as the nation’s princi-
pal advocate for coastal and ocean stewardship. It works to carry out this role
through a combination of scientific research; monitoring, observing and
predicting scientific phenomena; preserving and restoring ocean and coastal
areas; establishing and enhancing the capacity of state and local governments
to manage coastal resources; mapping and charting; and responding to spills
of hazardous substances. The NOS International Program Office (IPO) serves
as the focal point for NOS-wide international activities and collaboration with
national and foreign government agencies, non-governmental organizations
(NGOs), academic institutions and others. International activities are focused
on integrated coastal management; the management of marine protected
areas (MPAs); mitigation of impacts from climate change; safe, efficient and
environmentally sound maritime navigation; the reduction of impacts from
natural disasters; and capacity-building. In addition to IPO, the NOS Office of
Coastal Programs and the NOAA Coral Grants Program sponsored several of
the pilot sites that field-tested this guidebook.

The David and Lucile Packard Foundation has supported the development of
the MPA Management Effectiveness Initiative and has made possible the
publication of this guidebook for MPA managers and practitioners around the
world.

The authors

Robert S. Pomeroy is a marine resource economist and internationally recog-
nised expert on coastal and marine resource management and collaborative
management. He is an Associate Professor in the Department of Agricultural
and Resource Economics and a Fisheries Extension Specialist with the
Connecticut Sea Grant College Program at the University of Connecticut-
Avery Point. He also serves as a Senior Conservation Research Associate with
the Community Conservation Network. He has held positions as faculty at
the Department of Applied and Agricultural Economics at Clemson
University, Senior Scientist at the International Center for Living Aquatic
Resources Management, and Senior Coastal and Marine Associate in the
Biological Resources Program of the World Resources Institute. Dr. Pomeroy
has led numerous international research projects on fisheries management
and aquaculture.
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John E. Parks is an applied researcher who works through both the biological
and behavioural sciences to better understand and improve the practice of
marine conservation. He is a Research Associate with the Community
Conservation Network in Honolulu, Hawaii and a fellow with the
Environmental Leadership Program. Previously, John served as a Research
Associate with the Biological Resources Program of the World Resources
Institute and as a Senior Program Officer with the Biodiversity Support
Program of the World Wildlife Fund. John focuses principally on the adaptive
management of marine protected areas, the testing and appropriate use of
community-led conservation in the Indo-Pacific, and exploring the role of
psychology in addressing conservation questions.

Lani M. Watson is a marine ecologist and specializes in the management and
protection of the marine environment. She is an International Affairs
Specialist with the National Oceanic and Atmospheric Administration
National Ocean Service, where she began as a Knauss Sea Grant Fellow in
Marine Policy. She works on domestic and international marine policy,
management and protected area issues, and advises on applying management
effectiveness evaluations and indicators in marine programmes. Lani is the
Project Manager for the WCPA-Marine/WWF MPA Management Effectiveness
Initiative.
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A few points to keep in mind

We'd like to ask you to think of this guidebook as a map that is meant to guide
you down the general path of evaluating your MPA, but that does not try to
predict every step along the way. We recommend that you use this guidebook
along with other sources and methodologies that offer alternate routes or
short cuts for your particular needs. It is our hope that this guidebook will
provide a complementary resource that helps people reach their final destina-
tion: a completed evaluation with results that enable them to adaptively
manage and improve MPAs.

The aim of this guidebook is to be as practical and applicable as possible, so
that it can be used by many different MPA managers and conservation practi-
tioners in varying types of MPAs. Therefore, the methodologies presented in
this guidebook have been chosen to reflect more approachable, rather than the
most advanced, scientific methods. As such, the data collection and analysis
techniques lean towards simplicity, rather than complexity. We did this delib-
erately so that this guidebook would be a starting point in helping MPA
managers and conservation practitioners measure management effectiveness.
Our vision is that someday soon, sufficient management capacity will exist
globally to develop more advanced sets of measurement and analytical tech-
niques. Until then, we hope that this guidebook strikes a balance for all those
who apply it to their particular needs and resources.



One final, but critical, caveat: this guidebook is not intended to be used as a
scorecard to compare one MPA site or groups of MPA sites to each other. The
evaluation process and indicators are intended for use in a positive way to help
managers and practitioners improve the management of MPAs by reaching
their MPA goals and objectives more effectively and efficiently. The indicators
should highlight successes, as well as challenges, and the information should
not be used against an MPA or to negatively impact the support for any given
MPA.

In closing, we hope that this guidebook is a rewarding process for all involved.
Although conducting an evaluation can seem like a daunting or mundane
task, both others and we have learned that the evaluation process can foster
much learning and even be fun. The evaluative process can highlight both
successes and failures, however the insight and clarity that can be gained are
incentives for continuing such important work in marine management and
conservation. We wish you a rewarding experience and journey ahead.

Lani M. Watson

Robert S. Pomeroy John E. Parks
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WHAT THIS GUIDEBOOK IS: WHAT THIS GUIDEBOOK IS NOT:
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m flexible so that it can be integrated into what you are = asummary of all available survey methods
already doing = asource of advanced, state-of-the-art scientific tech-

®  abasic and generic starting point on how to evaluate niques
your MPA = one-size-fits-all that should be used by all MPAs

®  a’toolbox’ of indicators to pick and choose from everywhere

®  something that should be used with other MPA = afinite set of indicators or prescription of minimum
manuals/texts indicators that should be used by MPAs

= something you should feel free to adapt, add to and = trying to be all things to all MPAs and management
improve on as needed levels

= written for MPA managers and conservation = written for scientific experts and advanced
practitioners researchers

®  to be used with input from scientific professionals and = requiring a high level of statistical expertise from the
MPA experts reader

= ashort introduction on analysis and interpretation = acomplete guide on data analysis
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Artisanal fishing is at the heart of many MPA strategies, in the knowledge that closing areas to fishing can
dramatically reverse decline of fish stocks and improve catches in neighbouring areas. Monitoring the effects
of such closures can provide evidence that helps build the case for conservation.
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Purpose of this guidebook

a process and methods to evaluate the effectiveness of marine
protected areas (MPAs) for the purposes of adaptive management.
The evaluation is based on indicators that measure the effectiveness of
management actions in attaining goals and objectives that are specific to
MPAs, the marine environment and coastal communities. It presents a flexi-
ble approach that can be used in many types of MPAs, such as multiple-use

This guidebook offers managers and other conservation practitioners!

areas or no-take areas, where each may have different goals and objectives. It

offers a variety of indicators that reflect a diversity of MPA goals and objec-

tives. These can be selected to best match your MPA based on the needs and WHAT IS A MARINE
resources of your site. PROTECTED AREA?

This guidebook follows the accepted IUCN
(1999) definition of an MPA as:

There is strong consensus and a growing volume of scientific evidence
that identifies the needs of MPAs and the values that they provide.
Guidelines on how best to design and manage MPAs are available
(e.g. Salm et al., 2000; Kelleher, 1999; Kelleher and Kenchington, 1991). L ) .
Y ) o - . - together with its overlying waters and associ-
If you are familiar with this literature and actively managing or working ated flora. fauna. historical and cultural
with an MPA - this guidebook is for you. It will help you evaluate features, which has been reserved by law or
whether or not the desired outcomes of your MPA are being achieved?. other effective means to protect part or all of

“Any area of intertidal or subtidal terrain,

the enclosed environment.”
There are a number of methods available for monitoring and evaluating
protected areas. To date there has not been a comprehensive methodology In many cases effective MPA management
developed for monitoring and evaluating management effectiveness of will need to reflect the relationship
MPAs. To fill this gap, this guidebook includes indicators that address various between the marine and terrestrial
aspects of management effectiveness: biophysical, socio-economic, and gover- environments and h”maﬁ uses. For

L L example, to be an effective coastal MPA,
nance. The majority of these indicators measure outputs and outcomes of ) L

. i . managers will need to work with inland
MPA management. Outputs and outcomes represent tangible benefits associ- ) ) )
. . S ; developers and take into consideration

ated with the MPA. Learning from indicator results can help to improve MPA broader watershed issues.
management and secure resources and support.

This guidebook is not a ‘one-stop-shop’ for MPA management or evalua-
tion. This guidebook should be used in conjunction with other materials
and literature that are available to practitioners (see References).

Why evaluate management effectiveness?
Marine and coastal resource management has evolved into a professional

practice. There is recognition of the need for marine and coastal managers to

“This guidebook offers managers and other conservation practi-
tioners a process and methods to evaluate the effectiveness of

marine protected areas (MPAs) for the purposes of adaptive
management.”

1. Terms highlighted in bold in this way are defined in the Glossary (pp. 205-207).
2. Ppoints that the authors wish to emphasise are highlighted with a vertical bar.



Key principles

The evaluation process in this
guidebook is founded on five key
principles. It must be:

Useful to managers and stake-
holders for improving MPA
management

Practical in use and cost
Balanced to seek and include
scientific input and stakeholder
participation

Flexible for use at different sites
and in varying conditions
Holistic through a focus on
both natural and human
perspectives.

be more systematic in using MPAs to improve marine conservation learn-
ing and create a set of best management practices. To meet this need, there
is general consensus among conservation practitioners that evaluation of
management effectiveness will improve MPA practice. It is particularly
relevant now given the focus on implementing MPAs and increasing their
number.

Effective management of MPAs requires continuous feedback of informa-
tion to achieve objectives. The management process involves planning,
design, implementation, monitoring, evaluation, communication and
adaptation. Evaluation consists of reviewing the results of actions taken
and assessing whether these actions are producing the desired outcomes.
Evaluation is a routine part of the management process and is something
that most managers already do. The evaluation of management effective-
ness builds on this existing routine.

The link between actions and outcomes is often not so obvious. Faced

with the daily demands of their jobs, many managers are not able to

regularly and formally step back and reflect on the cumulative results of
their efforts. In the absence of such reflection, resources may be wasted and
objectives may not be achieved. The evaluation of management effectiveness
provides a formal way to learn from successes and failures and help people
understand how and why management practices are being adapted.

Adaptive management is a fundamental concept underlying this guide-
book. Adaptive management is the cyclical process of systematically testing
assumptions, generating learning by evaluating the results of such testing,
and further revising and improving management practices. The result of adap-
tive management in a protected area context is improved effectiveness and
increased progress towards the achievement of goals and objectives.

Evaluation is often perceived as a difficult, excessive and overly technical
activity that requires the involvement of outside ‘specialists’. For some, the
word ‘evaluation’ implies supervision, discipline and potential penalties. It is
important to clearly communicate the reasons and benefits of doing a
management effectiveness evaluation to both internal staff and external stake-
holders. This will help you and your staff to focus on improving conservation
success.

“Learning from indicator results can help to improve MPA

management and secure resources and support.”

The use of adaptive management in a conservation context is well
,"'.*' documented in the literature (see References). A more detailed
' discussion on the use of evaluation results for adaptive management
of MPAs is included in Part 4.



“This guidebook offers a variety of indicators that reflect a
diversity of MPA goals and objectives. These can be select-

ed to best match your MPA based on the needs and
resources of your site.”

What is ‘management effectiveness’?

This guidebook builds on the IJUCN management effectiveness framework
(Hockings et al., 2000; see Box 3). Management effectiveness is the degree
to which management actions are achieving the goals and objectives of a pro-
tected area. This allows for the improvement of protected area management
through learning, adaptation, and the diagnosis of specific issues influencing
whether goals and objectives have been achieved. It also provides a way to
show accountability for the management of an MPA.

Evaluating the management effectiveness of protected areas is not an easy
task. For example, despite the best management efforts natural disturbances
can radically alter ecosystems regardless of how well a protected area is being
managed. The evaluation needs to be appropriate and accurate in assessing
the degree of achievement directly linked to management actions.

In 1997, IUCN’s World Commission on Protected Areas (WCPA) created
a task force of experts in protected area management from different
countries to develop guidelines to measure and evaluate the effectiveness
of management and provide tools to better understand and improve the
management of protected areas worldwide. Following extensive research,
work, and testing, the IUCN Task Force created a framework entitled
“Evaluating Effectiveness: A Framework for Assessing the Management
of Protected Areas” (Hockings et al., 2000). See Box 3 (next page).

WV Fish from Mei Hol Chan, Belize, one of
the MPA management effectiveness test

sites

WWF
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THE ITUCN MANAGEMENT EFFECTIVENESS FRAMEWORK

The IUCN management effectiveness framework (Hockings et Contesi: siotus and threats

. . W here aie we nowT
al., 2000) presents an iterative protected area management
cycle of design, management, monitoring, evaluation
and adaptation. Viniom

‘Where do we wani to he?

Through this process, managers are empowered
with the ability to diagnose and adaptively
improve their management actions. To begin
the evaluation process in this management
cycle three sets of simple questions must be

Ohutcome Planming
What did we achieve? How are we going o get there?

answered:
LT ET
Wil il wee s Trpuunis
i what products of What o we neal?
Eervices weTe produeed
Mmagement porocesses
How de we go obomt it!
a) Interms of the design of b) In terms of how appropri- c) Interms of the achieve-
the protected area: ate are the management ment of desired objectives:
system and process:
What is the context in What activities were under-
which the protected area is What inputs are required to taken and what were the
designated? — designate the protected — outputs (products) of this?
area?
What is the desired result What outcomes (impacts)
and how will planning What is the process used to were achieved based on
enable its achievement? go about defining it? the outputs and their
application?
These questions identify six categories of potential be used on relevant scales. It serves as a foundation from
indicators for measuring management effectiveness: which to further investigate a specific category of indica-

tors (e.g. outcomes) or to determine which indicators are

= Contextindicators most appropriate based on the use of a specific protected

= Planning indicators area tool. The framework provides a common language
= Input indicators and an important structure from which to improve
®  Process indicators protected area learning, efficacy and achievement. As a

= Output indicators tool for designing an evaluation approach — rather than

®  Outcome indicators providing a specific set of indicators and methodologies to

measure them — it helps to explain variations in the

Using this general framework allows protected area context, available resources, evaluative purpose and

managers to customize a set of appropriate indicators to specific management objectives across protected areas.

y To learn more about how the indicators in this guidebook relate to the IUCN management effectiveness framework,
',:.. go to http://effectiveMPA.noaa.gov/guidebook/IUCNframework.html

I




“Evaluation is a routine part of the management process
and is something that most managers already do. The

evaluation of management effectiveness builds on this

existing routine.”

Things for you to consider when using this guidebook

To conduct a management effectiveness evaluation, it is recommended that
your MPA should ideally meet the following minimum requirements:

O It exists as a formal (legislated) MPA.

O There is an ongoing management planning process.

O There is a written management plan including clearly stated goals and
objectives (Box 4, The Goals and Objectives of an MPA).

O It has been in operation for at least two years.

If your MPA does not meet these minimum requirements, it is still possible
to conduct an evaluation if there are stated goals and objectives available.

It is also recommended that your evaluation team should ideally meet the
following minimum requirements:

0 Team members have an education or experience that equals a college
degree in the natural sciences, social sciences, or related environmental
and natural resource management studies.

0 Team members are knowledgeable about the fundamentals and standard
methods used in the biological and social sciences.

If you or other MPA staff do not meet these minimum requirements, seek
assistance and look through the references.

TONY ECKERSLEY
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A protected area is one example of a conservation
strategy that can be used to manage natural resources.
When a decision is made to use an MPA strategy, one of
the first steps taken is to design an appropriate manage-
ment plan for the strategy (see Salm and Clark, 2000;
Kenchington, 1999). A management plan documents an
explicit set of goals, objectives, and activities that will be
undertaken over a specified period of time and area, and
articulates how the conservation strategy being used is
designed to address the threats present (see Margoluis
and Salafsky, 1998; for more details). While not all MPAs
require a complete management plan to begin operation,
eventually a comprehensive plan will be needed to guide
the long-term goals and development of the area (Salm
and Clark, 2000).

A goal is a broad statement of what the MPA is ultimately
trying to achieve. A useful goal is:

u  brief and clearly defines the desired long-term vision
and/or condition that will result from effective
management of the MPA,

u  typically phrased as a broad mission statement, and

®u  simple to understand and communicate.

An objective is a more specific measurable statement of
what must be accomplished to attain a related goal.
Attaining a goal is typically associated with the achieve-
ment of two or more corresponding objectives. A useful
objective (Margoluis and Salafsky, 1998) is one that is:

= specific and easily understood,

m  written in terms of what will be accomplished, not
how to go about it,

For more information on how to develop good
*r-:_ objectives go to http://effectiveMPA.noaa.gov/
J guidebook/MPA goals.html

THE GoALs AND OBJECTIVES OF AN MPA

= realistically achievable,
= defined within a limited time period, and

= achieved by being measured and validated.

Goals and objectives are preferably developed in a partici-
patory manner to reflect a balance of the needs and
desires of all stakeholders involved in the management of
the MPA and use of marine resources.

Poorly designed and/or articulated goals and objectives
can be a serious problem for MPA managers. A set of
goals and objectives that have been appropriately devel-
oped and are useful for management purposes (as defined
by the criteria listed below) will improve the likelihood of
the MPA being effectively managed.

To find your goals and objectives and prepare for an evalu-
ation:

= Obtain a list of goals and objectives from the manage-
ment plan or relevant legislation.

= |f there is no such list in the management plan, go
through a participatory process to define them.

= Review whether the goals and objectives meet the
above criteria that make them useful for doing an
evaluation.

= The goals and objectives may need to be clarified or
more properly worded for use in conducting an
evaluation.

One important application of the results of an evaluation is
to improve the quality of goals and objectives that guide
management. It is important to examine the goals and
objectives regularly to determine if they are appropriate
or need to be revised to make them more clearly defined,
measurable, and useful for future management purposes.




How to use this guidebook

This guidebook consists of two sections: Section 1 outlines the process to
conduct an evaluation, and Section 2 describes the indicators that would be
measured in an evaluation. Section 1 is structured around a set of logical steps
that you can follow when you conduct a management effectiveness evalua-
tion. These steps are set out in four chapters that represent the overall evalu-
ation process:

Chapter 1: Selecting an appropriate set of indicators to measure.
Chapter 2: Planning for how to evaluate the indicators selected.
Chapter 3: Implementing the evaluation by collecting and analysing data.

Chapter 4: Communicating results and using the results for adaptive
management.

Each chapter includes:
O A set of steps to accomplish each stage,
0 A set of tasks or questions to complete each step, and

0 Guidance, supplementary information and references to help you work
through the process.

All of this is illustrated in a flowchart (Figure 1) so that you can easily use the
guidebook. In addition, there is a worksheet (Worksheet 1) to help you keep
track of where you are as you progress through the book. It is recommended
that you go through each chapter in advance to become familiar with it. Also,
you should follow this step-by-step evaluation process.

Section 2 contains:

O An introduction to the MPA effectiveness indicators,

0 Summary tables of goals, objectives and indicators, and

O Outlines of the biophysical, socio-economic and governance indicators.
Finally, this process takes time, people and money. Carefully read through the

entire guidebook, become familiar with the process and the indicators, and
understand what will be required to follow this approach.

uonoNpPo.U|



Figure 1

CHAPTER 1 CHAPTER 2
Selecting your indicators Planning your evaluation

START

Sufficient Plan to secure
resources? resources?

Feasible to
undertake all?




A step-by-step flowchart to using this book

CHAPTER 3 CHAPTER 4
Conducting your evaluation Communicating results and
adapting management

Step 3-1 Implement
the evaluation
workplan

Step 4-1: Share
results with target
audiences

Step 4-2: Use
results to adapt
management
strategies

Step 3-2:
Collect data

All
goals and Review and adjust

Determine source
of error (i.e. human

Step 3-3:
Manage
collected data

objectives MPA management

or sample); adjust
evaluation plan.

achieved

practices
fully?

Maintain MPA
management
performance

Step 3-4:
Analyse
collected data

Are the data
reliable?

Step 3-5:
Encourage peer
review and
independent
validation of results

Iterate
process

CYCLE
COMPLETE




Worksheet 1

PART 1 Selecting your indicators COMPLETED

1-1 Identify your MPA goals and objectives

1-1a Management plan and other relevant information
relating to your MPA located

1-1b Documents reviewed and goals and objectives identified
(see Box 4, The Goals and Objectives of an MPA)

1-ic Goals and objectives related to your MPA listed
on the worksheet (Worksheet 2)

1-1d Goals and associated objectives that overlap between your MPA
and the summary tables of goals and objectives identified
(see Figures 2, 3 and 4 in Section 2)

1-1e Overlapping goals and objectives listed on worksheet (using
the numbers and names in the summary tables)

1-2 Match relevant indicators to your MPA goals and objectives

1-2a Indicators that match your list of goals and objectives identified
(see Figures 2, 3 and 4 in Section 2)

1-2b Relevant indicators listed on the worksheet (using the numbers
and names in the summary tables)

1-3 Review and prioritize the identified indicators [ ]
1-3a Each indicator identified from the description in Appendix 1 reviewed |:|
1-3b Feasibility of measuring identified indicators determined [ ]
1-3¢ If it is not feasible to measure all indicators, indicators prioritized [ ]
1-3d List of selected indicators completed [ ]

1-4 Identify how the selected indicators relate to one another [ ]

PART 2 Planning your evaluation

2-1 Assess resource needs for measuring the indicators
2-la Estimated human resources needed to measure and analyse

the selected indicators determined

2-1b Equipment needed to measure and analyse the selected indicators
determined

2-1c Estimated budget that will be needed for the evaluation determined [ |

2-1d Available human resources, equipment, and budget assessed;

if not sufficient, a plan to secure funds developed.

Additional resources secured as necessary

2-2 Determine the audience(s) who will receive the evaluation results
2-2a Target audience(s) identified |:|
2-2b Primary audience(s) determined and prioritized |:|
2-3 Identify who should participate in the evaluation
2-3a Level of expertise that is needed to conduct the evaluation determined |:|



Form to use in tracking the steps of an evaluation

COMPLETED
2-3b Staff or non-staff that will conduct the evaluation determined |:|
2-3c How and when to involve stakeholders determined |:|
2-3d Evaluation team created and people responsible for each task are determined |:|

2-4 Develop a timeline and a workplan for the evaluation
2-4a Amount of time needed for each activity determined |:|
2-4b When the data need to be collected determined |:|
2-4c Evaluation workplan developed |:|
PART 3 Conducting your evaluation

(At this point, the checklist may be open at this step for many months while the chosen indicators are
evaluated, surveys administered, and reports completed in accordance with suggested evaluation
techniques in Section 2)

3-1 Implement your evaluation workplan
3-2 Collect data
3-2a Data collection methods studied and understood
3-2b Principles for collecting data in the field familiar
3-2c Sampling approach determined
3-2d Everything in place for data collection
3-3 Manage collected data
3-3a ’Data manager* determined
3-3b How collected data will be submitted to the data manager determined

3-3c Data coded

JUUUL bbubdd- ooy L

3-3d System for storing and entering the data developed

3-3e Data set collated and reviewed

3-3f How to make the data available for analysis and sharing determined
3-4 Analyse collected data

3-4a Questions being asked through the evaluation reviewed

3-4b Preliminary analysis completed

3-4c Analyses determined and prepared

3-4d Results captured and prepared
3-5 Encourage peer review and independent evaluation of results
PART 4 Communicating results and adapting management
4-1 Share results with target audiences

4-la Format to provide evaluation results and to most effectively reach

the target audience determined

4-1b Results delivery strategy and a timeline developed [ ]
4-1c Tell your story! Stakeholders receive communication [ ]
4-2 Use results to adapt management strategies [ ]

(This step should never be closed since adaptive management is an open-ended tool)
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SECTIONﬂ The Evaluation Process
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In nature, land and sea are intimately connected. The evaluation process should
highlight the importance of protecting land, coast and sea in a continuum.




CHAPTER Selecting your Indicators

Let’s start

carrying out a management effectiveness evaluation. This includes the

Selecting indicators that are appropriate for your MPA is the first part of
following steps:

0 Step 1-1 Identify your MPA goals and objectives

0 Step 1-2 Match relevant indicators to your MPA goals and objectives

0 Step 1-3 Review and prioritize the identified indicators 5;3‘:;;/\';’:;2’3’
O Step 1-4 Identify how the selected indicators relate to one another and objectives

Selecting the most appropriate indicators for your MPA is one of the most
critical elements in using this guidebook. Before selecting indicators here are

) R Step 1-2: Match
a few key points for you to consider: relevant indicators
to your MPA's
goals and objectives

0 Clearly stated goals and measurable objectives serve as the basis to
identify and select indicators that are most appropriate to your MPA (see i
Box 4, The Goals and Objectives of an MPA).

O The process of identifying indicators should be flexible to meet the needs Step 19 Review

of your MPA. indicators

O If you identify many indicators, it does not mean that you have to
measure all of them.

Prioritize a sub-set
of indicators

Feasible to
undertake all%,

0 If the goals and objectives of your MPA span biophysical, socio-economic,
and governance issues, then your indicators should too.

Step 1-1 Identify your MPA goals and objectives

Step 1-4: |dentify
R . . . . how th lected

You can identify the goals and objectives of your MPA by completing the in;i”am?:,i;t:m -

fO"OWil’lg tasks: one another

Task a Locate the management plan and other relevant information
(e.g. accompanying legislation or declarative documents) Chapter 2, Planning your evaluation
relating to your MPA. '

Task b Review these documents and identify the goals and objectives
(see Box 4, The Goals and Objectives of an MPA).

Task ¢ List all of the goals and objectives related to your MPA on the
worksheet provided (Worksheet 1). Some MPAs may have many
goals and objectives. In this case, it may be useful to prioritize
the goals and objectives and use these to select indicators.

Task d Identify the similar or overlapping goals (and associated
objectives) between your MPA and what is listed in the three
summary tables of goals and objectives (Figures 2, 3 and 4 in
Section 2).

To learn a few ways to prioritize goals and objectives go to
“.* http://effectiveMPA.noaa.gov/guidebook/prioritize.ntml. If you decide
' to prioritize goals and objectives, it should be done with consideration
of the needs of relevant stakeholders. These prioritized goals and
objectives can be recorded in Step 1-1c.



Worksheet 2: Form on which to list your goals, objectives and indicators
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Task e List the goals and objectives (from Figures 2, 3, and 4 in Section
2) that overlap with yours (use the numbers and names in the
summary tables).

The generic goals and objectives in this guidebook are based on real
,-‘,‘i" MPA goals and objectives. A survey was done of MPAs from around
= the world - the list of goals and objectives fell into the three
categories of biophysical, socio-economic, and governance. To learn
more go to http://effectiveMPA.noaa.gov/guidebook/survey.html

Step 1-2 Match relevant indicators to your MPA goals and
objectives

You can identify and match the relevant indicators by completing the follow-
ing tasks:

Task a Look at your overlapping list of goals and objectives from
Step 1-1. Identify the relevant indicators that match these
goals and objectives listed in Figures 2, 3 and 4 in Section 2.

Task b List the relevant indicators in each of the biophysical, socio-
economic and governance categories on your worksheet.

A range of indicators is presented in Section 2, from which you can
,-‘.4" choose an appropriate set for your site (see Box 5, Introducing the
.1 Indicators, for a summary of how the indicators were developed).
"' Every indicator may not be relevant to your MPA.

This guidebook is not intended to be used prescriptively. As each MPA is
unique, indicators here are not universally applicable or appropriate to all
MPAs. Likewise there is no single set of indicators that must be used.

Step 1-3 Review and prioritize the identified indicators

You can review and prioritize the indicators you identified by doing the
following:

Task a Briefly read through the indicators you have identified in Step
1-2 and from the description of each indicator in Section 2.
Familiarize yourself with how the indicator is defined, what is
required to measure it, and how data are collected.

Task b Based on your review and your knowledge of the known
resources and constraints at your site, determine if it is feasible
to use all the indicators you identified. If so, continue to Step
1-4, if not go to Task c.

Task ¢ If it is not feasible to use all the identified indicators, you can
prioritize and reduce the number of them based on how
relevant and achievable they are.

. Note: Difficulty rankings are provided for each indicator and can be a
,“* helpful guide on how much time and effort it will take to measure an
=1 indicator.
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Task d Once you have reviewed and prioritized the indicators as
necessary, you can revise your list of selected indicators in the
worksheet.

This selection process should not become more complex than necessary. In
some cases, it should be fairly intuitive to identify the appropriate indicators
given the goals and objectives of your MPA.

To learn ways to prioritize indicators go to
!-n,if http://effectiveMPA.noaa.gov/guidebook/prioritize.html. These
= ' prioritized indicators can be recorded in Step 1-3d.

Step 1-4 ldentify how the selected indicators relate to one
another

Now that you have selected your indicators, consider how they are related to
one another by considering the natural and social conditions of your MPA. It
is helpful to draw these relationships on paper in a diagram.

For example, legislation passed in your MPA may influence the types of
livelihood activities that are allowed in the area. In turn, these livelihoods
influence both the degree of fishing effort and the population size of particular
target species present. The status of these species influences the degree to
which the biophysical goals and objectives of an MPA are met.

INTRODUCING THE INDICATORS

What is an indicator and how is it used? = Measuring, analysing and communicating indicators

An indicator is a unit of information measured over time
that will allow you to document changes in specific attrib-
utes of your MPA. An indicator allows you to gauge an
aspect that is not directly measurable or is very difficult to
measure — such as effectiveness. Because 'effectiveness* is
a multi-dimensional concept, a range of different indica-
tors should be used to determine how your MPA is doing.
These indicators can provide evidence of whether or not
the goals and objectives of your MPA are being achieved.
Alone, they are not sufficient proof.

Indicators provide results for several purposes:

m |ndicator results feed into the MPA evaluation to
measure and demonstrate management effectiveness.
The indicators in this guidebook are designed to
allow you to regularly diagnose the status of your
MPA.

can promote learning, sharing knowledge, and better
understanding of strengths and weaknesses of MPA
management actions.

= MPA managers and practitioners can use indicator
results to highlight the changes needed in manage-
ment plans and practices to adapt and improve the
MPA. If changes are made in management based on
the results of an evaluation, the indicators can help
people to better understand how and why changes
are made.

®  The indicators presented here will help you to learn
more about your MPA and the people and resources
that are impacted by it.

Go to the beginning of Section 2 to learn more about
how the indicators were developed and how they should
be used.




In another example, socio-economic factors, such as stakeholder knowledge of
natural history and the number and nature of markets, are directly related to
the use of marine resources that influence the ecology of your MPA. Likewise,
changes to habitat distribution and community composition in the ecosystem
influence household occupational structure and enforcement procedures.
Also, local values and beliefs about marine resources may influence the level
of stakeholder participation in the MPA management process and activities.

. To learn more about how these indicators are related to each other
#.¢ theoretically, visit http:/effectiveMPA.noaa.gov/conceptualmodel

LESSONS FROM FIELD TESTS OF THE PROCESS

In testing a draft version of Steps 1-1 to Also, in working through these steps,

1-4, most (77%) of the pilot site teams
responded that they found the process
of selecting indicators to be useful. A few
found it unneccessary to follow the step-
by-step process and were able to to
match indicators as related to their MPA
goals and objectives based on other pri-
orities or methods more suited to their
situation.

several sites reported that their MPAs
did not have goals and objectives or
found existing ones to be unclear and
unmeasurable. They reported that the
process of selecting indictors was partic-
ularly useful to them because it helped
them to identify the need to refine or
strengthen their goals and objectives.
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Marine protected areas are not just important in warm tropical seas, but are equally vital in
cold temperate waters, whether the North Atlantic, the Arctic or Antarctic oceans.




CHAPTER Planning your Evaluation

onducting a thorough evaluation using the indicators you selected will
‘ require planning (see Figure 1, Part 2). This part of the guidebook
includes the following steps:

. - Chapter 1
[0 Step 2-1 Assess resource needs for measuring the indicators L

0 Step 2-2 Determine the audience(s) who will receive the evaluation

results
0 Step 2-3 Identify who should participate in the evaluation Sp 2 feses Develop a plan to
O Step 2-4 Develop a timeline and a workplan for the evaluation ULTHTIO  esonces

indicators

The planning process should be documented in an evaluation workplan to
provide a record and structure to follow during the evaluation (see Box 7
Developing an Evaluation Workplan).

Sufficient Plan to secure
resources? resources?

Step 2-1 Assess resource needs for measuring your indicators

In completing part 1, you selected a set of appropriate indicators and became Step 2-2:
. . Determine the Implement the plan
familiar with them and how to measure them. audience(s) who and secure the

will receive the resources needed
evaluation results

You now need to estimate the resources required to measure the indicators by
completing the following tasks:

Step 2-3: Identify
who should

Task a Determine the estimated human resources needed to measure e ——
and analyse the selected indicators. evaluation

For example:

i i indi ?
0 How many people will be required to collect data for each indicator? .

timeline and workplan

0 How large an area/population needs to be sampled? for the evaluation

O How much of people’s time will be invested in measurement and
. Lo _ _
analysis activities? Chapter 3, Conducting your Evaluation
What level of skills and training are necessary?
Do the members of the evaluation team have these skills and training?

Will outside technical assistance be required?

O 0o o o

Which indicators, if any, have similar data collection methods and can
be measured concurrently?

Task b Determine the equipment needed to measure and analyse the
selected indicators.

For example:

0O What equipment (such as SCUBA gear or hand-held GPS units) and
transportation (such as boats, a truck, fuel) are required to measure the
indicators?

O What types of analytical tools (such as database and statistical software
programmes, or GIS equipment) are needed to generate and analyse results?

0 What types of infrastructure (such as electricity to run computers) are
needed on site where the evaluation team will be working?
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To help you, each indicator description in Section 2 contains a list of
,*.4" what is required to measure the indicator. In some cases, measuring
= an indicator is highly technical and resource intensive. Where appro-
priate, lower-capacity and cost alternatives are provided.

Task ¢ Based on your answers to the estimated human resource and
equipment needs, determine the estimated budget that will be
needed for the evaluation.

For example:
0 What does the evaluators’ time cost?
0 How much are the consultant and training costs?

0O What are the equipment and other capital costs?

Task d Assess whether or not the human resources, equipment, and
budget are available to your MPA to conduct the evaluation.

If your MPA has the necessary human and financial resources — you can move
on to the next step.

If your MPA does not have the necessary human and financial resources,
determine if there is a plan to secure these resources. If there is a plan, after
it is implemented and achieved you can move on to the next step.

If you are not ready to undertake this level of evaluation, alternative
« + techniques are listed in the References to help work towards adaptive

P management.

&
o

As you work through the four parts of this guidebook, you
will be gathering information on all aspects of conducting
an evaluation. This information will help you to map out
what you will need to do from start to finish.

An evaluation workplan should clearly and concisely
answer eight planning questions:

®  Why is the evaluation being done?
= Who is the audience for the evaluation results?
= Who should participate in the evaluation?

= What methods will be used to measure the
indicators?

= What resources are needed to measure these
indicators?

®  What is the timeline for carrying out the evaluation?
= How should the data be processed and analysed?

= How should the results be communicated and used in
decision-making?

DEVELOPING AN EVALUATION WORKPLAN

The answers to these questions are pulled together into a
single summary workplan document or table. This work-
plan will help the members of the evaluation team to
understand why, how, when, and by whom the evaluation
will proceed. Think of it as a map that will allow the evalu-
ation team to get to their final destination — a complete
evaluation of management effectiveness at your MPA.

Be sure to read through all the guidebook parts for key
information on planning, such as data collection, data
analysis, and communications.

There are a few things to consider when planning your
evaluation:

m  Scale — This guidebook focuses only on conducting
evaluations at the single MPA site level, including the
immediate surrounding area.

®  System — Your evaluation will assess the impacts of
your MPA on both the natural environment and
human aspects at the site.




If you do not have the financial resources or a plan to secure them, you should
develop one. Once you have the necessary resources, you may be in a position
to come back to this guidebook.

As you estimate what is required to carry out the evaluation, keep the follow-

ing in mind:

0 Resource needs will be different at each site; for example, staff skills,
need for outside assistance, and the size of the area.

O Many of the resources will need to be committed to data collection and
analysis.

Step 2-2 Determine the audience(s) who will receive the
evaluation results

Before you begin your evaluation, think carefully about the audience(s) that
you want to reach and develop a plan for communicating and reporting the
results. In thinking about this, you may find that there are a number of
different audiences.

For example, your primary audience may be whoever requested the evalua-
tion, such as a national agency, programme director, or donor. Keep in mind
that there may be others that would find the results useful and that by
providing them with the results they could bring benefits to your management
efforts.

You can determine what audiences will receive the evaluation results by
completing the following tasks:

Task a Identify the audience(s).

To identify the audience(s) for your evaluation results, answer the following
questions:

O Who are the potential audiences that may benefit from or be interested
in the evaluation results of your MPA?

0 Which of these audiences are internal stakeholders in the MPA manage-
ment? Which of these audiences are external to the MPA management?

0 For each audience — what level of influence and interest do they have
over the MPA and how it is managed? How important is it for you to
stay in communication with each audience?

0 For each audience — what do you know about their preferred method of
receiving information? This may be closely related to their technical
capacity. For example, do they prefer to read information or listen to a
radio or television? Are they computer literate and do they use the
Internet regularly? Do they gather together periodically at meetings or
conferences? If so, when are these meetings scheduled?

0 What language does each audience speak? What is their average educa-
tional level? What style of communications do they prefer — technical
and academic or casual and conversational? Where and how are oral
communications typically done?
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Audiences vary widely by MPA site and type.
Commonly identified audiences (that could be
either internal or external audiences, depend-
ing on the site) include:

= Advocacy groups

= Coastal communities/residents
= Donors

= Elected officials

= Teachers

= Public

= Government department heads
= Native leaders

= Journalists

= Fishers

= Divers and surfers

= Non-governmental (national, interna-
tional) organizations

= Other MPA managers and practitioners

= Project managers and staff associated
with the MPA

= Researchers and scientists

WHY THINK ABOUT
COMMUNICATIONS AT THE
OUTSET?

For many MPA managers communicating and report-
ing results is often not given much consideration. The
right time to begin thinking about and planning for
communications is at the beginning of the MPA
evaluation project, not the end of it.

For example, if you understand how your primary
audiences take in information you can communicate
the evaluation results accordingly and make them
more useful. Also, knowing your communications
needs at the start of the evaluation will help you to
budget for the necessary activities, time and
resources.

.+ The steps to develop a communications plan are
L ..l . .
discussed in Part 4.

O What, specifically, do you expect each audience to do with
the results and information you present to them? What
actions do you want them to take following the delivery of
your results? How are these expectations linked to the
goals and objectives of the MPA you are working with?

Task b Review your answers to determine and prioritize
the primary audiences.

You can prioritize primary audiences based on the need to reach
them, and how they will use the results, and the types of
actions they can take.

An audience analysis matrix provides a method for
«_+ identifying and prioritizing the audiences who might be
« 1 interested in the evaluation results. To learn more
i about this method, visit
http://effectiveMPA.noaa.gov/guidebook/aam.html

Step 2-3 ldentify who should participate in the
evaluation

The following tasks will help you identify who should be
involved in conducting the evaluation:

Task a Determine the level of expertise that is needed to
conduct the evaluation.

The MPA manager and staff, a biologist and a social scientist
can do a simple evaluation. A more complex evaluation will
require additional people with a diverse set of disciplinary skills,
in the fields of marine biology, ecology, oceanography, econom-
ics, sociology, anthropology, law and political science.

Task b Determine which staff or non-staff will conduct
the evaluation.

Some MPAs will not have staff with the full range of discipli-
nary skills required. As such, external consultants or organiza-
tions with the necessary expertise may be required. In this case,
determine which parts of the evaluation will be conducted
internally versus externally.

There are benefits and limitations with both external and inter-
nal evaluators. Table 1 summarises some aspects to consider
when deciding who should be involved in the evaluation.

Task ¢ Determine how and when to involve stakeholders.

Evaluations should be participatory at all stages of the
process to capture all issues involved in the management of an
MPA. Managers and stakeholders may have very different
perspectives on these issues.
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Involving stakeholders in the design of the evaluation is crucial because they A Alarge MPA such as the

may be interested in questions that differ from those of the government, ~ CGreat Barrier Reef Marine
Park in Australia (above) has

managers or scientists. Stakeholders can also be helpful in the data collection different needs and resources
and analysis parts of the evaluation process. than a small MPA such as Apo
Island in the Philippines.

For example, local stakeholder participation can provide opportunities for

developing stronger relationships between MPA staff and local people. Also,

local people may be more aware of cultural complexities and have a natural

rapport with others in the community. Training local people to be members of

the evaluation team builds capacity and increases the chances that evaluation

will continue over time. However, using local people can also create

challenges, such as it may be difficult for them to ask certain questions of

their neighbours.

i A number of participatory research references are available online for
= stakeholder participation in the evaluation. For more about this, visit

-
r"{l http://effectiveMPA.noaa.gov/Bunce.html

Task d Create an evaluation team and determine who is responsible
for each task.

Decide who will lead the evaluation and the responsibilities of each team
member based on their skills and experience. Make sure that no one member
of the team has too heavy a workload.

Table 1

Aspects of who (internal versus external) should be involved in the evaluation

Internal Evaluators External Evaluators

= May have a bias or complex relationships with = Often provide impartiality, a fresh perspective, and credibility
a community

= Have an understanding of the history, experiences = May have limited local knowledge, learning is a cost in time
and details of the site and money

= Often live in or near the site = Usually stay for short visits to the site

= Tend to focus on issues of relevance to the managers =  Tend to focus on questions relevant to external groups
(efficiency and effectiveness of work) (stakeholders, funding agencies)

= May not have all the skills necessary and need = Bring technical expertise and perspectives from other sites
technical assistance

= Are able to enhance the application of results and = Take away valuable information, knowledge, perspectives
future work and skills
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The evaluation team should be briefed on local customs, traditions
and behaviours, and particular etiquette so that they can understand
. as much as possible about the local culture before starting data
collection (see http://effectiveMPA.noaa.gov/Bunce.html).
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Step 2-4 Develop a timeline and a workplan for the
evaluation

A timeline should be prepared for the evaluation, identifying specific activities
and time periods for starting and completing the activities. A timeline can
also provide a means to set up targets and milestones to accomplish along the
way. MPA managers and staff have many other activities and evaluation is a
part of those activities — consider allocating a minimum of 10% of staff time
to evaluation annually.

Answering the following questions will help you develop a timeline:

Task a How much time will be needed for each activity?

This will depend on the numbers of indicators and choice of methods.
Consider which indicators have similar methodologies, such as a survey that
could be used for several indicators. Also, consider which of these methods are
included in existing monitoring programmes.

Consider the amount of data that needs to be collected. The amount of data
depends on internal and external audience needs and on the type of data being
collected.

Task b Determine when the data need to be collected.

Consider factors such as seasonality. For example, fishing is very seasonal, as
is the supply of fish for consumption and market needs. There may also be
seasons when it is difficult to do household surveys in a given village because
people are away or very busy. Data should be collected at the same time of year
to ensure comparability over time.

To see which indicators have similar collection methods see Box 11
« + in Section 2 on how the indicators cluster.

The approach to measuring indicators outlined in this guidebook is one
that requires periodic but ongoing data collection through time. Some
indicators may only need to be measured once every few years, while
others may need to be measured once or even twice a year. In either
case, planning for the timing of when data are to be collected can be
considered in advance by reviewing how often selected indicators are

recommended to be measured (see Section 2).

Task ¢ Develop an evaluation workplan.

Pull together all the components for an evaluation workplan (see Box 7,
Developing an Evaluation Workplan). Be sure to include planning elements
that are discussed in Parts 3 and 4. Distribute the evaluation workplan to the
evaluation team.



CHAPTER Conducting your Evaluation

manage and analyse the data that are required in conducting your

This chapter describes how to take the steps necessary to collect,
evaluation. These steps, as illustrated in Figure 1, include:

Step 3-1 Implement your evaluation workplan

Step 3-2 Collect data

Step 3-3 Manage collected data

Step 3-4 Analyse collected data

Step 3-5 Encourage peer review and independent evaluation of results

O0Oo0ood

Step 3-1 Implement your evaluation workplan

By this point, you have completed an evaluation workplan and have the
necessary resources. You are now ready to put it into action and begin your
MPA evaluation. Doing this requires much more than just collecting data; it
also includes careful consideration as to the timing, logistics and process of
data collection, management and analysis.

In implementing the evaluation workplan, the evaluation team must contin-
ually consider and be ready to respond to the following questions:

0 Are there timing restrictions? While your evaluation workplan may
include considerations on known natural (e.g. seasons, tides, life history
events) and social (e.g. designated national holidays or pre-determined
community obligations) time constraints, the team must remain flexible
on the timing of their work with respect to unpredictable events that
may arise, such as hurricanes, poor water conditions, sudden community
emergencies or cancelled flights.

O Are there new or changing logistical needs? Anticipate and ensure that
the necessary logistical arrangements are made and overseen for the
evaluation team throughout the mplementation of the evaluation. Such
arrangements not only relate to fieldwork and data collection, but also to
daily needs such as local travel, lodging and meals, access to telephone,
fax and e-mail communications, and computer terminals. In some cases,
particularly with large evaluation teams who are charged with measuring
many indicators, this may require the full-time attention of a logistical
officer.

0 Have the resources been made available? Throughout the implementa-
tion of the evaluation, the team will need access to the necessary (and
previously secured — see Chapter 2) finances and equipment to do data
collection. For example, biophysical indicators may require regular access
to boats, crew, sampling equipment and fuel. Having safety equipment
and finances available for possible medical assistance is also essential.
Having someone regularly monitoring that resources are available will
allow the evaluation team to focus on the work at hand.

0 Has the team been cleared to do the work? Ensure that all the necessary
permits, approvals and permissions are in place to conduct all the work
required for the evaluation throughout its duration. Not having the
appropriate research and monitoring permits could delay or cancel the
work planned for your evaluation.

Chapter 2

Step 3-1 Implement
the evaluation
workplan

Step 3-2:
Collect data

Step 3-3:
Manage
collected data

Step 3-4:
Analyse
collected data

Step 3-5:
Encourage peer
review and
independent
validation of results

Determine source

of error (i.e. human

or sample); adjust
evaluation plan.

Are the data
reliable?

Chapter 4, Communicating Results
and Adapting Management
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O Are you ready to receive the data collected? Ensure that the data
collection, management and analysis systems are in place and have been
adequately tested and refined. See Steps 3-3 and 3-4 for more details on
some of the aspects that will be needed.

Step 3-2 Collect data
The following tasks will help you plan for and collect the data.

The tasks in Step 3-2 need to be considered when planning your
«_+ evaluation. Key needs for data collection should be addressed in your
* evaluation workplan. This will help the evaluation team in data
collection activities.

Task a Study and understand the data collection methods.

Data collected are used to answer the specific questions relevant to your eval-
uation. It is critical that these data are collected accurately. Being trained in,
familiar with, and having tested the data collection methods will increase the
likelihood that your selected indicators will be measured correctly and consis-
tently. This will help to provide the MPA management team with an accurate
and comparable dataset to work with, analyse and refer back to through time.

The methods for measuring the indicators presented in Section 2 have been
summarised and simplified. Your MPA may already be monitoring some of
the indicators listed, and therefore may have a solid understanding of what is
involved in measuring particular indicators. Despite this, keep in mind that
for those who have not had relevant training or experience, the data collection
methods offered may at first appear challenging. Ideally, your evaluation team
will have at least one or two trained and experienced specialists from both the
biological and social sciences to conduct the suggested data collection
methods.

As discussed in Step 2-2, bringing in external experts can enhance the capac-
ity of the evaluation team. Keep in mind that by building internal capacity to
conduct the evaluation it will be easier to continue the evaluation process in
the future. Building capacity internally should be done at least several months
in advance of the evaluation.

As discussed within the indicators, many of the biological and social
methods require significant experience, time and labour to complete.
The evaluation team should review the selected indicators and their
methods, be aware of their requirements and difficulty rating, and
continually identify and address capacity needs and seek professional
assistance well in advance of the start of the evaluation.

Task b Become familiar with the best practices and principles for
collecting data in the field.

The success of data collection efforts will depend in large part on the skills,
flexibility and creativity of the evaluation team, as well as on their approach
to and the relationships that they establish with the stakeholders involved.
For example, some indicators require boat handling and underwater surveys



requiring the use of compressed air or mixed gas. In such cases internationally
approved and accredited boating navigation and dive safety standards must be
followed. This may require training or certification by members within the
evaluation team prior to data collection.

Task ¢ Determine the sampling approach.

A well-defined sampling approach will ensure that the data collected are
accurate and robust. It can provide your team with greater interpretive power
and a higher degree of confidence for decision-making.

First, the evaluation team should decide on the sampling units for collecting
ecological and social data. For example, the sampling unit for a socio-
economic indicator could be an individual, a household or a stakeholder
group. Knowing which sampling units are required will help to determine the
best approach to data collection.

The following should be considered when developing a sampling approach:

O Define the sampling site(s). This should include a spatial definition of
the geographic locations within the MPA and nearby local communities,
that are being measured. For experimental designs, reference (control)
sites outside the MPA or community can be included.

0 Choose the type of sampling, for example, non-random sampling or
random sampling.

0 When conducting biological surveys, ideally sample within at least three
randomly generated replicates at a designated sample site. Maintain
similar habitat types and stratify samples along consistent depth/contour
profiles. For example, if a biological survey includes two designated
sampling sites within the MPA and two designated sites outside the
MPA (total of four sites), a minimum of three replicates of the survey
must be conducted at random locations within each of these designated
sampling sites (12 replicates). The use of replicates is required to mini-
mize variability and increase the confidence level of sampled results
reflecting actual conditions. The need and use of replicates within
biological surveys is explained further within English et al. (1997).

A list of best practices and guiding principles on how to conduct
#.+ surveys and interviews is available online at
o = http://effectiveMPA.noaa.gov/guidebook/Bunce.html

For additional guidance on sampling approaches go online to
. http://effectiveMPA.noaa.gov/guidebook/sampling.html. If you are not
= familiar with sampling or are aiming to conduct statistical analysis on
data collected, consult qualified experts prior to implementation.
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Task d Periodically check that the following are in place:

O Evaluation team is established; each member has clear tasks and
training.

Timeline for the evaluation and data collection activities is on track.
Logistics, materials and tools are available and ready to use.

Sampling unit and area are defined.

The measurement methods and techniques (such as interview question-
naires) have been tested.

A system to manage, store and analyse information and data is ready for
data entry.

Ooo0ooao
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Step 3-3 Manage collected data

Once the selected indicators have been measured the results will need to be
processed. This process is commonly referred to as data management.
This is a critical, and often overlooked, stage of the data collection and analy-
sis process.

Each of the steps in Step 3-3 should be included in the evaluation workplan.
This will help the evaluation team understand exactly what happens to data
once they have been collected. If the planning information is detailed and not
easily summarised, you can create a separate ‘data management’ document as
an appendix to the workplan.

The following tasks provide an overview of the aspects of data management:

Task a Prior to starting the evaluation, determine who will be the
‘data manager’.

This identifies the specific person (the ‘data manager’) who will receive all the
collected data for each selected indicator. In some cases this may be the
evaluation team leader, or perhaps the same person collecting the relevant
information (e.g. the team socio-economist). In other cases there may be a
person who is responsible for receiving and handling information, such as a
data analyst or a computer specialist.

Task b Prior to starting the evaluation, determine how the collected
data will be submitted to the data manager.

This will provide a clear and common understanding for both the person
submitting data (data collector) and the person receiving the data (data
manager) to know what type and in what form the data will be submitted.
This will greatly improve the accuracy and efficiency of the evaluation.

The type of information being collected depends on the indicator being meas-
ured. The types of information include:

O Numerical (quantitative), such as a ranking score, the number of times
an organism is observed, a table of numbers, or a total area (km2).

0O Textual (qualitative), such as a word, a few sentences, or a story.

0 Graphical, such as a map or a photo.



The form in which specific information will be submitted depends on the type
of data.

All numerical data may be given to the data manager in the form of a table
that the data manager has provided prior to the data collection. Or total areas
can be submitted along with the original maps from which the area was
calculated.

Textual data may be submitted in the form of a cassette recording, or as an
electronic transcript (written) of this recording. Or household survey responses
could be original hand-written responses taken down on the data forms or as
notes taken on notepaper (this would also assume that the data manager has
good handwriting recognition skills!).

Task ¢ Code the data.

Data coding is the process of translating each datum point to prepare for
analysis. This translation requires a code sheet where the meanings of data
collected and their codes are available to the data manager.

In some cases, two or three different words collected as a response to an inter-
view question may be coded (translated) as a single equivalent number. For
example, the responses “sometimes”, “frequently”, and “always” equal “1”,
whereas “never” equals “0”. In other cases, the original datum point and the
code may be exactly the same. For example, a numerical ranking (“1”, “2”,

“3”) or a single word choice from a respondent survey (“yes”, “no”) may be the
code.

As a general rule-of-thumb, collecting data should be done with data
coding in mind so as to lessen the amount of coding for the data manager
and reduce data management time. The specific data codes should
depend entirely on how the data are to be analysed and used.

Task d Develop a system for storing and entering the data.

As each datum point is coded, it should also be entered. Data entry is the
(often lengthy and tedious) process of moving coded data into a permanent
storage location from which to export the data so that it can be analysed. This
permanent storage location is known as a database.

How data are entered depends on what type of database is being used and the
resources, skills and infrastructure available to the evaluation team and data
manager. In most cases the data manager will enter coded data generated from
the evaluation into a specified, electronic ‘MPA management effectiveness’
database, using a computer and software. In such cases, coded quantitative
data are entered into a spreadsheet or database programme, and coded quali-
tative and graphic data are entered into a word processing programme. At
some sites, a sufficient and appropriate database may be a filing system of
paper and folders or a box of index cards kept in a safe place.
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In the case of the evaluation process
outlined in this guidebook, a ‘MPA
management effectiveness’ database will
need to be created by the evaluation team
to permanently store all of the collated,
cleaned and coded data for measuring
selected indicators.

It should be noted that one of the benefits of an electronic database is
that it can be easily duplicated (as a backup) and does not take up much
physical space (other than a computer).

Once the system for data entry is developed, begin entering data.

Task e Collate and review the data set.

Once data are entered, the data manager is responsible for the collected data
and for managing that data.

The data manager collates and reviews the data set in order to check for
completeness and errors (accuracy) — this is known as data cleaning. If
errors (accuracy) or ‘gaps’ (missing datum points) are found in the data set, the
data manager should work with the data collector to correct or understand the
problem. In some cases, an incomplete data set will reflect an inability to
collect a particular datum point and cannot be filled in after-the-fact.

Task f Determine how to make the data available for analysis and
sharing.

The aim of data management is to make retrieving data simple and reliable.
Coded and stored data are only as good as the ease with which they can be
used for analysis and communication.

Develop a process for someone to contact and request access to data or receive
stored information from the data manager and database. Include who is and
is not allowed access to the database, and what the responsibilities are of the
people who have access.

In some cases the data may be available to anyone, such as on the World Wide
Web. In other cases the data may be only accessible to one or two members of
the evaluation team.

Include the process and means for making data available to people in the
evaluation plan.

Step 3-4 Analyse collected data

Analysis is the process of carefully considering, comparing and contrasting
information with the intention of helping to clarify uncertainty or elucidate
answers and insight to specific questions being asked. In the case of this
guidebook, analysis of data collected during your MPA evaluation will help
you to address and respond to the questions that are being asked of the MPA.

Specific analytical tasks for the data collected are dependent on the nature of
the information collected and the specified indicator. For each indicator
description within Section 2, a few suggested approaches to data analysis are
provided to help organize and summarise results.



Results can be viewed in many ways. It is recommended that results be inter-
preted by a couple of different people and to seek external or expert review as
well.

The evaluation workplan should describe which analyses will be done with
what data and by whom. Include an explanation of why specific analyses are
being done and how they relate to specific questions about the goals and
objectives of the MPA and management effectiveness.

The following tasks will help prepare for and conduct the analysis.

Task a Review the questions being asked by the evaluation.

A useful starting point in analysis is to go back to your original reason for
conducting the evaluation. What are the essential questions that the manage-
ment team wants to address or fully answer? Make a complete list of these
questions, and highlight the ones that are most essential or priorities to
address. Which of these questions can be addressed with the evaluation
results of which indicators? In most cases, each question will link back to the
goals and objectives of the MPA.

Task b Complete a preliminary analysis.

After all data collected have been coded and entered into the database, an
explanatory analysis of the data should be completed to investigate their
‘strength’, or reliability. There are many ways of doing this — the following are
common:

O Simple descriptive analyses of central tendency (median and mode) and
variation (range and skewdness) in data collected; and

O Statistical techniques such as paired t-tests and analyses of variance to
determine how data sets vary between one another, within a time series
or among sites.

Exploratory results address the following:

0 How much variation is there between and within data sets collected
inside and outside the MPA?

0 How do data sets compare between one another at different periods of
time?

O How reliably can perceived changes or trends be explained from the data?

If data collected are found to be in error, they should not be used. Identify and
address any source of error before continuing the analysis. Common sources
of error include both human and sampling error.

Task ¢ Determine and prepare the analyses to be completed.

Gather all the relevant information obtained throughout the evaluation. This
may include data from the database, written notes from evaluation team
members, and any results from the preliminary analysis.
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Based on the exploratory analysis, you can determine the most appropriate
analysis of the data. For example, you may only need to do simple calculations
such as sums and percentages. Or, if data are collected from a statistically rep-
resentative sample, you can apply more advanced descriptive statistics, such
as the standard deviation, means and modes, and paired t-tests.

Compare the results of your quantitative analysis with those from other
sources and identify any discrepancies and determine why those might have
occurred. If a discrepancy cannot be explained, it may be necessary to collect
additional data.

You should begin to have an idea of the key results and messages that can be
concluded from the analysis. These should help answer the questions and
address the objectives of the evaluation.

Task d Capture and prepare results.

When preparing results and conclusions for public dissemination, determine
how to orally and visually present results to target audiences, and how to
distribute written reports (including graphs and tables of results). For exam-
ple, with continuous data, spatially plot one set of data (x-axis, as histograms)
against another (y-axis). Do any proportional relationships between the data
sets appear?

Include stories or anecdotes from stakeholder or the evaluation team that help
to illustrate the results.

In some cases, an evaluation team may want to include an ordinal scale to
help explain the results of an indicator. For example, using a scale of 1-5 to
make complex results more easily understood and to observe overall trends.
Scorecard methods often present results in this format. There are some down-
sides to a scaling format in that it can be seen as arbitrary and simplistic; it
can take the focus away from interpreting the actual data, and natural back-
ground variability makes it difficult to use a scale.

To learn more about selecting and conducting analyses go to

P + http://effectiveMPA.noaa.gov/guidebook/analyses.html
|
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Step 3-5 Encourage peer review and independent
evaluation of results

It is recommended that you seek out complementary partnerships with
research and academic institutions in order to encourage a thorough and inde-
pendent validation or rejection of the evaluation team’s indicator results and
analytical findings.

In addition, prior to sharing results with senior management or target audi-
ences, conduct a peer review process of the results and conclusions. Typically,
this is a formal process that begins with review by peers who are internal to
the evaluation — that is, they are either involved with the evaluation and its



process and/or are affiliated closely (e.g. as staff or board members) with the
MPA management team that has overseen the evaluation. Ask them to
carefully review the evaluation methods, results and findings, and to provide
critical and constructive criticism as to how to address any shortcomings, as
well as agree with or reject the interpretation and conclusions of the results.
In some cases the feedback may require that the evaluation team discard or
reconsider certain results or findings and/or go back and re-plan and re-meas-
ure certain indicators.

Once an internal review is done, distribute a revised evaluation report for an
external review. Select respected and trustworthy experts from both the tech-
nical (scientific and policy research) and target audience ends. Invite them to
review and comment on the revised evaluation report within an adequate peri-
od of time. In some cases, reviewers will be unable to do a review, so prepare
a secondary list of reviewers at the outset. It is also important to keep in mind
that this external review process may take a bit longer than the internal review.
Once you receive comments, have the evaluation team and senior manage-
ment review them and incorporate changes to the report as appropriate. The
end result of a successfully completed internal and external review process is
typically an improved product with greater legitimacy and credibility. This will
provide a well-grounded report for target audiences (see Chapter 4).

An in-depth peer review process may take as long as four to six months
to complete, not counting any revision work or time in re-doing the
surveys. It is important that this activity be built into the timeline and
workplan.
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Communicating results can bring new friends and allies to the MPA — including
the next generation, vital if MPAs are to survive in an uncertain future.




CHAPTER Communicating Results and Adapting Management

from the evaluation and develop an adaptive management strategy.
The strategy includes sharing the results and analysis with the iden-
tified target audiences and identifying ways to adapt management practices to

This chapter will guide you through the steps needed to take the results Chapter 3

improve MPA management. These two activities will make the data collection Step 4-1: Share
. . . Its with t: t
and analyses worthwhile and give them a practical purpose. N dencee

The steps taken to communicate results and adapt MPA management

practices are illustrated in Figure 2, as follows:
Step 4-2: Use
results to adapt

[0 Step 4-1 Share results with target audiences '":t'r‘:g;'i';z"t
0 Step 4-2 Use results to adapt management strategies

Step 4-1 Share results with target audiences Al

goals and Review and adjust

objectives MPA management

achieved

To share results with target audiences complete the following tasks: fully? practices
Task a Determine the most effective format to reach the target
audience.

Maintain MPA

management
Use the prioritized target audiences and characteristics that were identified in performance

Chapter 2, Step 2-2. The results on how target audiences prefer to receive
information will help you develop a logical presentation and format (one-way
and/or two-way communications) to share the evaluation results with the
target audiences. Iterate

process

There are several ways to transmit information to people. These include both
one-way and two-way communication mechanisms, as presented in Table 2. Cycle complete

Table 2

Types of one- and two-way communication that MPA practitioners can use to
communicate the results of their MPA effectiveness evaluation

One-way communications Two-way communications

= Written materials (reports, papers) = Group discussion (in-person)

= Visual materials (posters, pictures) = One-on-one discussion (in-person)

= Oral presentations (in-person) = Physical and electronic bulletin boards

= Mass media: newspapers, magazines, radio, television, = Remote communications: telephone, video phone,
film web camera

= Internet: world wide web = Internet: e-mail and internet chat rooms

The evaluation workplan should include the main points and

#.+ concepts in the communications plan (see Box 9, Pulling the pieces

« ' together into a Communications Plan). This will ensure that the
necessary planning has been done for the coordination and the timing
of sharing results with target audiences. You may want to add the
communications plan as an appendix to the evaluation workplan as a
reference for the evaluation team.

o
|




In some cases the ideal presentation format may
require assistance from communications special-
ists such as editors, graphic artists, publication
designers, journalists and news agencies, com-
munity leaders, professional facilitators, lobby-
ists, statisticians, and Internet and digital solu-
tion technicians.

Once you have identified an appropriate format or set of formats for trans-
mitting results to each target audience, list these formats within the audience
analysis matrix.

Task b Develop an overall results delivery strategy and a timeline.

A results delivery strategy outlines exactly how to conduct the presenta-
tion formats identified and assigned to target audiences. Develop a timeline
of when to release or deliver these messages using the various presentation
formats. This timeline will depend on the type of formats and style in which
results are delivered.

Consider how to make the presentation formats most meaningful and
thought provoking to your target audiences and include this in your results
delivery strategy. For example, what language, tone, style of text, and voice
(i.e. passive or active) will most resonate with the target audience?

The results delivery strategy should include which messages and what
formats will be used to communicate with different target audiences. Use the
audience analysis matrix to identify outreach opportunities.

For example:

O Is there a particular format that can be used to communicate results to
multiple target audiences?

0 Which communications formats should come before others? What is
the timing of sharing results both internally and externally?

O Are there certain communications formats that should be presented
simultaneously or within a restricted timeframe?

Task ¢ Develop key messages to communicate to each target
audience.

This process is referred to as messaging - in other words, what story do you
want to share with the target audiences? Because the specific content of these
messages will not be known until after the evaluation is complete, messaging
requires two distinct activities and timeframes.

A useful discussion of results presentation formats commonly used
."-":' by conservation practitioners can be found in Margoluis and Salafsky
o (1999).



O At the start of the evaluation, prior to obtaining the results — identify the
themes and concepts of the marine environment and how it is managed
that target audiences are both known to listen to and will want to hear
about when results are available. Select the priority messages to share
with target audiences.

0 After obtaining the results — identify the results that relate to the priority
messages (previously identified) and how they address the themes and
concepts that target audiences want to know about.

Messaging allows the evaluation team and MPA managers to keep in mind the
critical pieces of information that target audiences will be looking for during
the evaluation and as results are generated. For example, look for interesting
or illustrative stories that can be used after the evaluation to support or
contradict the results. Also, highlight results with real-world examples,
stories, and anecdotes — these can be powerful tools with certain audiences to
build interest in results and enhance an MPA manager’s ability to communi-
cate important messages.

For example, an important message that could be identified and shared with
a commercial fishing target audience may be that the MPA is replenishing fish
stocks. Having a story of a fishermen saying that he or she is now catching
more fish in the MPA/near the MPA/since the MPA was established, will
support the quantitative evidence that there is a three-fold increase in fish
populations inside the MPA compared to outside. This will make for a much
stronger message than only presenting the numbers.

Box 9
- PULLING THE PIECES TOGETHER INTO A COMMUNICATIONS PLAN

The information from the steps related to communicating

results can then be used to create a communications plan.

This will provide a clear process of how results will be
shared and logically and strategically organized.

Think of a communications plan as a ‘cheat-sheet’ of how
to best share your stories. A complete communications
plan will contain the following elements:

= An audience analysis matrix (see Chapter 2)
identifying the range of possible internal and external
audiences, their characteristics, and a set of priority
target audiences.

= Astrategy for how and where results will be deliv-
ered by identifying which one-way and two-way
presentation formats will be used with each or

groups of target audiences, and the approach and
style of delivery to be taken.

m A set of key messages with illustrative examples and
stories that explain the results and that help to focus
the attention of particular target audiences.

= Atimeline of when messages and presentation
formats are to be released and delivered to target
audiences.

Once these pieces of the plan are pulled together, an
estimate of the necessary time, and human and financial
resources required to complete the plan, can be made.
Based on this estimate, the allocation of sufficient time
and budgeted resources can be made. These resources
should be available based on the securing of necessary

resources at the outset of the evaluation (see Chapter 2).

Juswabeue\ Bundepy pue synsay Bunediunwwo) ¥ Y31dVHD



0
<
o
f
o
S
o
'_

A strategic approach to messaging is to ensure that key messages are
communicated in a way that encourages action or behaviour that is desired by
the MPA manager. The proof that key messages have been successfully
communicated is how the target audience takes action after the messages
have been delivered.

Task d Tell Your Story!

Put all the pieces together into a communications plan (see Box 9), and put it
in motion.

Step 4-2 Use results to adapt management strategies

Adaptive management can be defined as the process of integrating design,
management and monitoring to systematically test assumptions, learn and
adapt (Salafsky et al., 2001). The idea is that by asking specific questions (test-
ing assumptions), you learn and get result to help make informed decisions
and adapt your actions., which can lead to improved performance. This
process of asking questions, collecting information to answer them, learning
from the results, and adapting behaviour and practices is a cyclical one, that
in theory should allow a person or group to increasingly hone in on and refine
their abilities and impact with each subsequent revolution through the adap-
tive management cycle. This creates a positive feedback loop that continually
improves on itself as it moves closer to its ultimate goal and sustains itself
there. The principle of adaptive management is widely accepted and
frequently cited not only within natural resource management and environ-
mental conservation, but also within business, health and human services,
public service, and development.

For the purposes of this guidebook, the reason for conducting a management
effectiveness evaluation is for MPA staff and decision-makers to use the infor-
mation generated to adapt and improve the MPA's management, planning,
accountability and overall impact. Once results are shared with target audi-
ences, such information can be combined with other data sources and deci-
sion-making needs for MPA management processes and underlying contextu-
al issues. Such integration is done in order to enhance the power and rele-
vance of decisions made on future actions and the management strategy.

How information and learning provided by the evaluation process are used by
target audiences to adapt management must also be monitored as part of an
iterative evaluation process. Observations on how results are eventually used
will help design future evaluations.

The evaluation workplan should include an outline of a strategy to
.*,: apply results so as to adapt and improve ongoing management.

s

There are many good references on adaptive management available,
.-","" including: Walters, 1986; Hollings, 1978; Hilborn, 1992; Gunderson,
s ..“'_ Hollings and Light, 1995; and Salafsky and Margoluis, 1999; these are
- listed in the References.



Adaptive management is essentially about iteration. That is, repeating the
process or steps that bring you successively closer to your desired result.
Iteration involves using the results of your evaluation to improve your MPA
management. It helps management to adapt and improve through a learning
process. As you evaluate the MPA you may find that you are successfully
achieving your goals and objectives and that no changes are needed. Or, you
may find that things are not going as well as they could and you will need to
make some changes.

Some things to consider when incorporating evaluation
results into ongoing planning and the management decision-
making process

O Complement the evaluation results with other information about the
MPA in the decision-making process.

0O Maintain flexibility and be prepared to make changes. If your evaluation
reveals that something is not working, find mechanisms to make
changes.

O Be willing to learn from both success and failure, as it will help strength-
en your MPA.

O Use your common sense, your past experience, and the information that
is available to you to make decisions.

0 Use tools for negotiating, reaching agreements, and securing commit-
ments to take actions when deciding to make changes based on evalua-
tion results.

0 Determine the best way to make changes in a participatory process, such
as holding workshops with different stakeholder groups.

What if the results are not useful?

There may be cases in which the results that you have obtained from the eval-
uation are not useful. What can be done? There are several courses of action:

0 Check the data collected and the methods used to make sure that they
make sense. Were the correct methods used and used in the correct way
for each indicator? Was the data entered correctly? Were the right people
interviewed?

O Review the priority goals and objectives to make sure that they really were
the ones that are important to your MPA and revise them as needed.

0 Review the indicators that were selected to ensure that they match up to
the most important goals and objectives and revise them as needed.

0 Return to the evaluation plan and revise it according to adjusted and/or
new data collection needs. Make sure that the resources are available to
collect this data.

0 Resume data collection on a revised set of indicators and based on a
revised evaluation plan.
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Measuring, presenting and discussing the indicators in this guidebook will
help you to learn more about your MPA and the people and resources which
are impacted by it. The indicators can provide information that can be used
in the decision-making process and in working with stakeholders to under-
stand necessary changes in management plans and practices.

If the evaluation team finds new ways of applying the indicators in this
guidebook to an MPA, take detailed notes of how this was done and why.
This can then be shared with other MPA managers and evaluation teams.

Other considerations

Using this guidebook to inform new MPAs

The results of the evaluation and lessons learnt can be shared with
other people, with other MPAs, and with the broader conservation
and development community. The world is interested in you! New
MPAs will be developing and the more that they can learn from your
experiences, the better they can plan, the less it will cost, and the
sooner they can get up and running. It takes years and even decades
to demonstrate impacts. However, incremental learning is a part of
adaptive management and can be important new knowledge that is
quickly transferred to others. In documenting outcomes, a common
mistake is to focus only on success and to ignore or hide failures.
Everyone can learn from difficulties and others may have faced the
same difficulties. By sharing lessons learned everyone benefits
(Margoluis and Salafsky, 1998).

Applying management effectiveness evaluation to
systems and networks of MPAs

More and more attention is being given to the concept of systems or
networks of MPAs in an area or throughout a region or country. One
reason for multiple MPAs is to have a representative sample of the
types of habitats and organisms that need to be protected. A network
also needs to be designed in a way that is socially feasible and
acceptable. In the case of networks, using standardized indicators
across multiple MPAs in the same area will encourage a more holis-
tic and integrative approach to evaluating how such networked sites
are interacting and achieving a common set of goals and objectives. MPA
managers working within a network are encouraged to use this guidebook as
a common foundation on which to share skills, resources and results. The
benefits of this approach can help minimize costs, maximize impacts and
build capacity to increase learning and improve MPA management across a
network of sites.

Communicating through MPA systems and networks

Evaluation results should be integrated into national MPA systems, frame-
works or national marine conservation strategies where applicable. Learning
should be actively shared within the network of other national MPA sites and
MPA practitioners.
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